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2 
THE STATE OF COMMUNICATION BETWEEN MANAGEMENT LEVELS IN A 
MUNICIPALITY 
ABSTRACT 
A large South African municipality conducted two employee satisfaction surveys in 2012/13 
and in 2014/15 to determine the employees' overall satisfaction with the organisation as a 
preferred employer. The level of communication was one of the areas from the surveys 
employees indicated as inadequate. This study uses a qualitative enquiry to review the quality 
of the internal communication between levels of management at the municipality. The findings 
indicate that although the municipality, through its communication policy, is cognisant of the 
varied communication needs of employees and the need for differentiated communication 
according to functions and responsibilities, mass communication is taking place rather than 
varying the message based on the needs of the employees. 
Keywords: Internal communication, municipality, management 
INTRODUCTION 
This study focused on reviewing the state of internal communication between levels of 
management in a major South African government municipality. This research looked 
specifically at the state of communication between levels of management in a local 
municipality, referred to as ‘the City’ to maintain confidentiality.  
PROBLEM INVESTIGATED 
Every organisational activity, whether responding to a colleague's enquiry, writing reports, or 
receiving a work instruction, is communication (Finch, Hansen & Alexander, 2010; Strydom, 
2012:17). Different authors suggest that internal organisational communication should be an 
intentional managerial effort to share information that influences employees’ awareness of their  
organisation’s mission and vision  and their own conduct (Vos & Schoemaker, 2011; Verčič & 
Sriramesh, 2012; Fitzpatrick & Valskov, 2014; Welch, 2015: Nicholson, 2015; Welch, 2015). 
Gambetti and Quigley (2013:232) defined employee communication as “the daily face-to-face 
interactions and exchanges of information and ideas between managers and their employees; 
the relevance of the communication to the employees' world, and the timeliness of the 
communication. In this study, internal communication was adopted from these researchers’ 
work as the interchange of information among members of the organisation to ensure that they 
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are aware of what is happening, which enables them to work together to achieve organisational 
goals (FitzPatrick & Valskon, 2014; Nicholson, 2015).  
 
Effective communication or exchanges of information and ideas are therefore a key to 
organisational excellence the chief means of achieving organisational success, for which every 
business should strive for driving a common understanding of purpose and direction. (Adrian 
& Downs, 2004; Clampitt, 2010; Schockley-Zalabak, 2012; Akpinar, Torun, Okur and 
Akpinar, 2013; Tariszka-Semegine, 2012; Katsaros, Tsirikas, & Bani, 2014). Altuntas, 
Semerciöz and Noyan (2013:60) agree, arguing that well designed internal communication is 
when “the organisation distributes timely and relevant information to employees, that is, 
information about business, which employees consider essential such as changes in the 
organisation’s policies or planned changes in the workforce, future plans, organisational vision 
etc. are conveyed with context and rationale through appropriate channels and in a language 
employees can understand”. Adrian and Downs (2004), Gomes, Fernandes and Sobraira 
(2011),  and Glenn (2014) recommend that to gain these competitive advantages, an 
organisation’s communication should have key performance indicators (KPI) assessing the 
extent to which employees feel that internal communication is effective. 
THE STUDY FOCUS - THE CITY  
The City is a very large urban local government municipality. The City has a communication 
policy, approved in 2014, which seeks to regulate communication with all stakeholders and 
guarantee that communication is well coordinated, efficiently accomplished and addresses the 
varied needs of personnel and the public. The policy provides guidelines on how to 
communicate with members of the public externally and employees internally. The policy also 
recognises internal communication as a means to communicate with employees to ensure that 
they are informed and better equipped to provide services, become brand ambassadors, support 
the Municipality in achieving its goals, and strengthen the organisational culture and feeling of 
commitment among staff.  The policy is cognisant of the varied communication needs of 
employees and the need for differentiated communication according to functions and 
responsibilities. The policy also states that there are defined communication channels that 
should be used for communication with personnel namely, intranet, emails to all staff, internal 
newsletters and notice boards.  However, the communication policy gives no guidelines on 
how management are to communicate internally between managers upwards to more senior 
managers and downwards to middle and junior managers. 
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The municipality’s communication policy also does not have KPIs against which success can 
be measured. It has been argued in literature reviewed that a thoughtful evaluation strategy to 
measure the success of communications enables the organisation to realise the effect of 
communication activities and to know which areas require fine-tuning and improvement in 
order to reach the required level of effectiveness. The City conducted two employee 
satisfaction surveys, in 2012/13 and again in 2014/15. The purpose of these surveys was to 
determine the municipal employees' (at all employee levels) overall satisfaction level with the 
organisation as a preferred employer. Both surveys made use of a seven point Likert scale with 
a continuum of ‘completely agree’ to ‘completely disagree’. The questionnaire utilised for both 
surveys had twenty-eight questions, ranging from biographical information, the perception of 
the employee of the organisation as an employer, the actual work done by employees, their 
working environment, and communication, which affected the employees’ ability to do their 
work efficiently and effectively. Employees were also requested to suggest areas that required 
urgent attention and things that could be done to make the City a better place to work. There 
was no specific section of the survey delegated to assess internal communication quality but 
there were statements that drew attention to it. The questionnaire was circulated to staff 
electronically in each of these two years. The 2012/13 survey had 1,857 employees participate. 
Participants included both middle and front-line management, and, skilled and unskilled 
employees. Sixty-seven per cent of participants had been working for the City for five or more 
years. Only fifty-one per cent of employees indicated that they receive regular feedback on 
their personal performance. In the 2014/15 employee satisfaction survey 4,754 employees 
participated. A very similar questionnaire to that used in 2012/13 was applied using the same 
sampling population – middle management, line management, and skilled and unskilled 
employees. Sixty-five per cent of respondents had been working for the city for five or more 
years. And in this survey only 49 per cent of employees indicated that they receive regular 
feedback on their performance from their manager. Additionally both surveys asked employees 
to respond to the following statement, ‘There is good communication between employees’. 
Completely agree, strongly agree and, somewhat agree are collapsed into one as ‘agree’. 
Somewhat disagree, strongly disagree and, completely disagree are collapsed into one as 
‘disagree’. 
Table 1:  ‘There is good communication between employees’ 
 2012/13 2014/15 
Agree 49% 51% 
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Neither disagree or agree 16% 10% 
Somewhat disagree 35% 39% 
Source: Researcher’s own compilation, (2018) 
The two surveys’ findings suggested internal organisational communication is not satisfactory 
for most employees. Further to this, respondents open ended feedback further indicated in both 
the 2012/13 and 2014/15 surveys that communication is one of the areas that requires attention 
and specifically at an area that has to be improved at departmental level. Adu-Oppong and 
Agyin-Birikorang (2014) stated that recognising communication barriers in an organisation is 
the first step to effective communication, as becoming cognisant of their existence can 
consciously enable managers to minimise the barriers and their impact. These surveys draw 
attention to a possible deficiency in communication in the Municipality. Adu-Oppong and 
Agyin-Birikorang (2014) argued however, that recognition alone is not sufficient, and that 
positive actions are needed to overcome these barriers. This requires the organisation to look 
closely at reasons for communication failures. The research question posed was: How do 
management employees view the current internal communication system?   
PROBLEM STATEMENT 
The purpose of this research was to determine City managers’ perceptions on the state of 
communication between levels of management. This research assumed that managers are in a 
position to change or influence change to organisational communication aspects.  
PRIMARY OBJECTIVE 
The primary objective of this study was to review the internal communication between levels 
of management in the City. 
SCOPE OF THE RESEARCH  
Ruck and Welch (2012) stated that a range of communication valuations could be used by 
organisations to set indicators to measure its success or failure at communicating internally. 
These authors recommend carrying out a qualitative ‘soft’ audit to identify in a deep and rich 
way to be able to interpret employee perceptions of the current state of organisational 
organisational communication (Ruck & Welch, 2012:296-297). The rationale for interviewing 
only the managers, not non-managerial employees, is as follows:  
- Tariszka-Semegine (2012) argued that in practice, internal communication is 
understood as part of the leadership function. Nazari and Nurbakhshian (2016) argued 
that managers must be attentive to the details of the communication practice 
concentrating on ways to improve their communication to be able to nurture staff with 
6 
improved understanding, and lessen conflicts in so doing inspiring employees’ 
behaviour and attitude  
- Vlăduțescu, Budică, Dumitru and Stănescu, (2015:191) note, “One of the most 
important components of the leadership activity is represented by the exchange of 
informational elements and messages between the head of the company [organisation] 
and his subordinates” It is important for organisational leaders to know the impact of 
what they are communicating to other employees (Settle, Telg, Carter & Irani, 2013). 
Leadership actions within an organisation set the tone of their expectations for 
employees and these communication behaviours are a substantial element of how 
leaders entrench and convey organisational culture. Upward communications to the 
leader are insufficient – flow must be downward as well (Settle et al., 2013).  
LITERATURE REVIEW 
Literature on communication theories indicates different models of communication. For 
example, Walker (2015) argued that communication is an information transfer, a transactional 
process, a form of strategic control and a dialogic process. Clampitt (2010) stated that there are 
three approaches to communication, arrow, circuit and, dance. Hamilton (2013) viewed 
communication in two ways, formal and informal. Clampitt (2010) pointed out that people 
communicate for a wide variety of reasons - to entertain, inform, persuade and incite. Costa, 
Aparício and Braga (2012) concluded that communication theories/models/approaches indicate 
that communication is transmission, a process of building meaning and an exchange of 
information. Meanwhile Cobley and Schulz (2013) stated that there might be no such thing as 
a single encompassing communication theory. They note that communication has the ability to 
influence how individuals think about topics; the creator of message should shape it from 
consideration of a specific perspective in so doing shaping public opinion. In essence, the 
premise of this research was that internal communication is about how to effectively share a 
message (Clampitt, 2010; Cobley & Schulz, 2013). As Rogala (2014) points out - accurate 
management of the internal communication process in an organisation is central to its effective 
functioning. Good communication between employees and managers is one of the top factors 
influencing job satisfaction (Gondal & Shahbaz, 2012;  Nazari & Nurbakhshian, 2016; Zubr, 
Sokolová & Mohelská, 2016). Tuzun (2013), Raziq and Maulbakhsh (2015), Men (2014) and 
Dugguh and Ayaga (2014) note that academic research highlights that the quality of internal 
communication has been seen as consistently supporting for a positive relationship between 
employee’s satisfaction with the organisation’s internal communication strategy and job 
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satisfaction. Table 2 presents the key findings of various authors on internal communication in 
different organisations from 2012-2017.  
Table 2: Findings of studies conducted on internal communication  
Researcher(s) Findings 
Holá  
(2012:5)  
Internal communication affects employees’ work performance and 
behaviour. 
Welch 
(2012:246) 
Organisational effectiveness is strengthened by internal communication 
since it contributes to constructive internal relationships; Internal 
communication will yield benefits if valuable and suitable messages reach 
employees in ways that are acceptable to them. 
Ahsanul 
(2013:156) 
The prevailing communication practices affect organisational output 
considerably. 
Dzamtoska et 
al. (2013:100) 
Effective internal communication, which includes consistent and well-
timed reciprocal information about the work activities of the organisation, 
is required in all management functions; it enhances staff performance and 
is a basis for effective public relations. 
Chitrao 
(2014:1543) 
Internal communication satisfaction of top management has a direct 
association with job satisfaction and an indirect association with corporate 
performance. 
Chmielecki 
(2015:35) 
Several factors decrease the effectiveness of internal communications 
namely: Seeing communications as something that simply occurs in the 
organisation and does not need any serious consideration or investment; 
Problems with information sharing; Excessive amount of information 
shared; Use of the traditional hierarchy model of internal communications 
in which information trickles down from top management to the bottom of 
the organisation. 
Zaumane 
(2017:27) 
Insufficiencies in formal internal communication, which is replaced by 
informal communication that results in internal communication failures.  
Source: Researcher’s own compilation (2017). 
Volk, Berger, Zerfass, Bisswanger, Fetzer and Köhler (2017) stated that communication should 
contribute to value creation for organisations. Chmielecki (2015), Ali and Haider (2012) and 
Welch and Ruck (2012) state that internal communication contributes to positive internal 
employee relationships. Satisfaction with internal communication is also a pivotal indicator of 
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employees’ organisational commitment (Akpinar et al., 2013) to the extent that it positively 
influences external branding of the organisation as a ‘preferred employer’ (Figurska & 
Matuska, 2013). This creates intangible value in that being seen as a preferred employees give 
organisations the advantage of attracting and retaining talented employees (Figurska & 
Matuska, 2013; Fitzpatrick & Valskon, 2014) and motivates existing employees to be more 
productive and loyal (Rathee & Ritu, 2015).   Dzamtoska, Matlievska and Denkova (2013) note 
that mistakes caused by communication failures can cost organisations dearly in money and 
reputational damage. Chitrao (2014:1542) argued that “ineffective communication may lead to 
misunderstandings, lack of information, lower performance and more employee rotation”. 
Odine (2015) stated that managers’ failure to communicate effectively with their subordinates 
lead to substandard performance. Holá (2012:5) claimed that internal communication is a 
salient factor on employees’ behaviour and ultimately, work performance. 
 
Nalina and Panchamatan (2016) equated an organisation's internal communication mechanism 
to a human being's nervous system, which is responsible for the body’s most fundamental 
activities and that every movement a person makes depends on the nervous system. An internal 
communication mechanism therefore co-ordinates and regulates organisational actions 
(Conrad, 2014; Nalina & Panchamatan, 2016). Typical internal communication channels are 
newsletters, meetings, in-house television, face-to-face interactions, email, hotlines, suggestion 
boxes, internet, intranet, telephone calls, videoconferences, memos, letters, notice boards, 
formal presentations, reports, open forums, blogs to name a few (Stuart, Sarow & Stuart, 2007; 
Altuntas et al., 2014).   
 
To gain efficiency though Adebayo (2015), Chmielecki (2015), Saary (2014) and Zaumane 
(2016) point out several challenges for assurance of quality in internal communication such as 
information deficit, information overload, message miscommunication, adverse effect on 
organisational structure, inadequate recognition of communication’s function, personal 
communications style of all organisation members, improper use of communication channels, 
lack of intra- and inter-organisational coordination. Chmielecki (2015) and Conrad (2014) 
stated that identifying these types of communication barriers is a first step towards disabling 
the barriers.  
RESEARCH METHODOLOGY 
This study sought to explore the state of internal communication between levels of management 
in the City which is was a social phenomenon (Collis & Hussey, 2014). The research paradigm 
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adopted was phenomenological which deals with understanding the social world, (Ritchie, 
Lewis, Nicholls & Ormston, 2013). The methodology was interpretivist being focused on 
appreciating the phenomena from each individual’s perception (Scotland, 2012). This research 
undertook a descriptive interpretation (inductive) as a single case study of the state of 
communication between management levels in the City focusing specifically on capturing the 
beliefs and feelings of participants with regard to how communication takes place (Zikmund, 
Babin, Carr & Griffin, 2013; Bengtsson, 2016). A case study was deemed suitable as the 
municipality is a bounded phenomenon because the context of the existing communication 
policy makes it unique to only this municipality in context. This was a cross-sectional time 
study. Kumar (2011) indicates cross-sectional design is ideal for studies researching a 
phenomenon, situation, problem, attitude or issue.  Gentles, Charles, Ploeg, and McKibbon 
(2015) stated that the overall aim of sampling in qualitative research is to obtain information 
that is useful for understanding the complexity, depth, variation, or context surrounding a 
phenomenon. The entire management population of the City is: five executive staff; 18 
department heads; 52 divisional heads and 532 unit heads. The participants of this study 
comprised eight individuals each drawn from one of the following: the Office of the City 
Manager, Roads and Transport Department, Utility Services, and Regional Operations Centre, 
as depicted in Table 4.  The participant selection was a deliberate (purposeful) choice due to 
the roles the participants play in communicating (Etikan, Musa & Alkassim, 2015). The 
participants come from diverse departments and their diversity is important as it gives a picture 
of what is happening across the organisation. Furthermore, Dzamtoska et al. (2013) argue that 
effective internal communication is required in all levels of management functions so the 
participant managers were at different managerial levels.  
Table 4:  Participants of the study 
Respondent 
No Department Reason for selecting this respondent 
1 Utility Services Second biggest department in terms of employees and budget in the City 
2 Roads and Transport Third biggest department in terms of employees and budget in the City 
3 Regional Operations Coordination 
Biggest department in terms of number of employees 
in the City 
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4 Office of the City Manager 
Office provide oversight on the administration of the 
City 
5 Office of the City Manager 
Office provide oversight on the administration of the 
City 
6 Roads and Transport Third biggest department in terms of employees and budget in the City 
7 Office of the City Manager 
Office provide oversight on the administration of the 
City 
8 Roads and Transport Third biggest department in terms of employees and budget in the City 
 
Source: Researcher’s own compilation (2017) 
 
Data was collected through one-on-one semi-structured interviews. A qualitative questionnaire 
used by Adrian and Downs (2004:81-83) called “The Exploratory Interview Guide for 
Assessing Organisational Communication” was adapted for this study. Using an existing 
questionnaire helped to establish the validity of the new findings of this study. Table 4 
highlights the link between literature themes for internal communication and questions posed. 
Interviews were setup based on the availability of the interviewees. Interviews were recorded 
on a cell phone and transcribed verbatim.  
Table 4: Question themes and communication theory  
Theme  Questions in questionnaire  
Adequacy of 
information exchange 
between levels of 
management: 
Communication as 
information 
transmission 
(Cobley & Schulz, 
2013; Adrian and 
Downs, 2004) 
How often do you communicate with your subordinates regarding 
work? 
How do you communicate with people you need to regularly 
communicate with for work e.g., weekly meeting / emails / internet 
bulletin board / dashboard performance reports? 
Do you think there is a need to improve communication and why?  
Do you think there is regular communication between you and your 
immediate supervisor regarding work? How often do you 
communicate? 
Would you say that as an employee you receive accurate 
information on time from others to do your job? 
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Do you think your suggestions are incorporated into business 
strategies? 
How often do you communicate with people you have to 
communicate with in order to do your job? 
What type of information do you rely on from others to do your 
work? 
Direction of 
communication flow: 
Communication as 
information 
transmission 
(Cobley & Schulz, 
2013) 
What type of information do you rely on from others to serve 
citizens? 
Are you as an employee encouraged to suggest ways to improve 
communication? 
Do you think your suggestions are considered when you make 
them? 
Provide a sketch of a flow chart of how information seems to you 
to flow from top management and other departments to you. 
Use of 
communication 
channels: 
Communication as 
information 
transmission 
(Cobley & Schulz, 
2013) 
How do employees get informed about what is happening in the 
organisation, is it through weekly meetings, newsletters, 
memorandum, intranet? 
How do you make communication improvement suggestions? 
How do you communicate with this person? E.g., weekly meeting / 
emails / internet bulletin board / dashboard performance reports.  
Impact of 
communication on 
employees: 
Communication as 
definer, interpreter of 
culture, as a shaper of 
opinion (Cobley & 
Schulz, 2013) 
 
Do you think you sometimes fail to accomplish certain tasks due to 
lack of information? Provide an example of a recent incident. How 
did this influence the organisation and your ability to serve 
citizens? 
Why do you as an employee believe it is important that you know 
what is happening in the organisation? 
Do you think your behaviour as an employee is influenced by 
communication in the City? 
Source: Researcher’s own compilation (2017) 
Content analysis of the transcribed interviews was adopted to arrive at generalisable statements 
by comparing different information or texts or analysing several cases (Flick, 2013). 
Hashemnezhad (2015:60) states that content analysis is “the systematic classification process 
of coding and identifying themes or patterns”. In this study the analysis reviewed at the 
verbatim transcription of the interviews searching for themes (Rapport, 2010).  
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Elo, Kääriäinen, Kanste, Pölkki, Utriainen, and Kyngäs (2014) emphasise that qualitative 
research must address trustworthiness, credibility, and truthfulness to ensure the findings are 
worthy of consideration. In order to ensure this the following undertakings were adhered to: 
the study’s recorded interviews allowed for repeated revisiting of the data to check emerging 
themes and remain trusted representations of participants’ accounts (Noble & Smith, 2017); 
truthfulness using verbatim transcriptions of participants’ explanations (Noble & Smith, 2017); 
All interviews and transcription were conducted by the researcher to ensure credibility through 
eliminating prejudices in sampling, data collection and analysis (Noble & Smith, 2017). Yin 
(2011) argues that the researcher's ethical conduct during research is also considered a matter 
of research integrity supporting truthfulness. A confidentiality agreement agreed with the City 
to ensure the privacy and confidentiality of all collected research data. Each participant was 
made aware of the purpose that their anonymity and confidentiality was ensured (Yin, 2011).  
FINDINGS 
All participants had been working for the City for at least five years. Since the study measured 
managers’ perceptions of the state of internal communication, and perception is the process by 
which an employee organises and interprets impressions (Katsaros, Tsirikas & Bani, 2014), the 
participant period of employment was important as it suggests that these participants would 
have had considerable experience with the internal communication processes and can make a 
judgement on its effectiveness. Furthermore, this finding captures Rožman, Treven and Čančer 
(2016) view that there are perception differences between employees so purposefully selecting 
by diverse tenure gives a better understanding of the phenomenon being studied.  
 
This first question of the questionnaire sought to establish how communication takes place in 
the City. All eight indicated information needs to flow upwards to an immediate supervisor 
downwards to support staff, horizontally to other internal departments. This was in line with 
Gondal and Shahbaz’s (2012) and Welch (2012) argument that the success of businesses is 
dependent on implementation and maintenance of effective interdepartmental communication; 
as interdepartmental communication failure can increase the stress level among employees, 
ultimately resulting in poor performance. Only three (3) participants (Utility Services, Roads 
and Transport, Regional Operations Coordination) felt they received accurate information 
nearly all of the time; the remaining 5 felt they received accurate information only sometimes. 
The 5 who did not feel they were receiving accurate information to do their jobs deal with: 
organisational decision making; organisational planning; strategic advice; operational, 
financial and technical information regarding performance of the City. Deficiency of internal 
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consistency and appropriate communication systems among various departments has been 
stated as one of the major reasons why organisations fail (Gondal & Shahbaz, 2012). Volk et 
al. (2017) stated that internal communication is an enabler for operational efficiency. The 
failure of participants to be able to do their work due to lack of communication resonates with 
literature on communication, especially Chitrao’s (2014) findings that ineffective 
communication may lead to lower performance, Welch’s (2012:246) that “internal 
communication underpins organisational effectiveness” and Clampitt’s (2010) and Gambetti 
and Quigley’s (2013) assertions that organisational communication facilitates the achievement 
of organisational goals. 
 
All 8 agreed that the internal communication strong points in the existing system as a strength 
lay with using the telephone to communicate and some communication e-tools i.e. the internal 
newsletter, emails. They pointed out that there were still problems with the information coming 
through these systems: outdated information; slowness of critical information reaching them; 
lack of a system of cascading information to lower level employees. Email as a communication 
channel is one of the methods highlighted in the City’s internal communication policy. The 
inclusion of the telephone as a communication channel, although not prescribed in the policy, 
is attributed by participants to ensure timely communication, understandable and accepted 
information and improved internal dialogue (Gambetti & Quigley, 2013). However, by 
applying telephonic information transfer, the City loses the opportunity to ensure that 
information that is communicated is consistent with other messages being transmitted as there 
is no record of a telephone calls’ content (Gambetti & Quigley, 2013). Stuart et al. (2007) 
describes these as informal methods of communication with the concern that they do not always 
accurately convey critical information. Clampitt (2010) argues that the choice of a 
communication channel is often guided by the sender’s personal convenience and that these 
channels can filter and deform messages managers send so dependence on informal channels 
such as a newsletter or email can misrepresent the understanding of organisational events. 
Gondal and Shahbaz (2012) state that it is important for organisations to establish and exercise 
coherent and appropriate communication practices. To this end, Clampitt (2010) stresses that 
the management of internal communication involves the choice of the correct communication 
medium for the type of information. The City has no KPI of internal communication in its 
policy, but Glenn (2014) argues that an evaluation strategy to measure the success of 
communications enables the organisation to be aware of the effect of communication activities 
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and to know which areas require fine-tuning and improvement in order to reach the required 
level of effectiveness. 
 
All 8 agreed that there as an urgent need to improve internal communication if only to stop 
“gossip” (participant 8 Roads and Transport). Reasons given by the 8 for improving the existing 
systems included: ensuring the stability of the organisation, empower managers to make 
decisions, raising awareness of the state of the organisation, serving city residents better, 
empowering employees to do their work, empowering employees to enhance their work 
performance enabling career planning. Holá’s (2012) findings agree with the last points (work 
performance and career planning) that the quality of internal communication can affect 
employees’ work performance and behaviour. All indicated a top to bottom flow of 
communication, meaning that information flows from top management to lower levels but 
bottom-up flow was only in instances where employees below the manager would have been 
requested to complete a task and the communication would have been a response to such a 
task. This is contrary to how Men (2014) concluded that effective internal communication 
happens which is when all employees, not just some employees, share information, meaning 
that communication flow should be both upward, downward and horizontal.  
 
Five of the eight participants indicated that they communicated daily with certain people, - 
their manager above them and employees below, to do their work. Two of the participants 
indicated that communication takes place when there was a need. These two participants (2 and 
5 – Office of the City Manager) indicated that they sometimes get to hear what is happening in 
the organisation through word of mouth, which coincides with Welch’s (2015) claim that 
internal communication varies from informal chats among colleagues, to formal corporate 
communication to all employees from senior executives. The practice of these last two is of 
concern as Chmielecki’s (2015) asserts that some managers see communication as something 
that simply occurs in the organisation and does not need any serious consideration or 
investment, which was one of the several factors that decrease the effectiveness of internal 
communications. All participants stated that there was a need to improve communication, yet 
five participants indicated that they were not encouraged by senior management to suggest 
ways of improving communication. The participants suggested that regular updating of the 
intranet, regular face-to-face meetings and information disclosure sessions were needed. This 
aligned with Gambetti and Quigley (2013) who contend improved internal communication 
quality depends on regular face-to-face exchanges of information between managers and their 
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employees relevant and understandable to the employee's world while supporting the goals of 
the organisation. Altuntaş et al. (2013) indicates that to be excellent, internal communication 
needs to meet employees’ need for information about their own workplace, surroundings, and 
each other. These authors argued that effective communication in an organisation is an 
important driver of organisational performance, and it aids with motivation, building trust and 
constructing a shared identity (Altuntaş et al., 2013). They also found that communication is 
the basis from which individuals and groups obtain knowledge about their organisation, such 
as organisational changes and impending plans; this employees regard as indispensable 
(Altuntaş et al., 2013). The information should be transferred with perspective through suitable 
channels and in a language employees can understand (Altuntaş et al., 2013). FitzPatrick and 
Valskon (2014) and, Nicholson (2015), state that internal communication cannot be about 
telling someone what to do, it is a two-way communication method, 
MANAGERIAL RECOMMENDATIONS 
The responses from participants indicated that information exchange between levels of 
management was inadequate and insufficient to enhance performance, as there was evidence 
of poor communication, which affected participants’ ability to do work. The first managerial 
recommendation is to: make information about business priorities and initiatives easy to access; 
host quarterly information sessions for employees to keep them informed about City priorities, 
initiatives and financial position (budget); ensure that employees have a strong connection to 
the organisation through communications; apprise employees of matters affecting them before 
notifying the public.  
The City’s communication flow was predominantly top-down, reducing employee voice, 
prohibiting views about issues between the employee and the managers and reducing the 
opportunity for employees to provide feedback on certain issues; a critical component of 
effective communication (Constantin & Baias, 2015). The second managerial recommendation 
is to: arrange for training and resources for employees to increase their communication skills; 
re-design the organisation’s communications function to help build better relationships 
internally; nurture leadership’s understanding of the communications function. 
The communication channels used for communication with employees were predominantly as 
stated in the communication policy, namely, intranet, email and newsletters. Some participants 
indicated that they communicate via phone and short messaging. Dialogue through meetings 
16 
as a communication channel was scarcely used in the City, however literature (Muhamedi & 
Arrafin, 2017) recognise that employees are more gratified with face-to-face communication, 
which is the most influential human communication method. The third managerial 
recommendation is: to hold regular, face to face meetings as a means to improve 
communication..  
Communication had an impact on employees’ behaviour and work performance. The fourth 
managerial recommendation  is to: ensure that all managers are aware of the communication 
goals of the organisation; as stipulated in the communication policy, the City should develop a 
communication plan (City of Guelph, 2017); implement the component of the communication 
policy that deals with internal communication and set yearly targets for measuring the 
achievement of goals, which should be cascaded to departments/units; intensify the 
communications capacity of the organisation as a whole. 
CONCLUSION 
This study was a cross-sectional study that has provided a snap shot of the state of 
communication between management levels in the City, as a result, it would be important to 
conduct another study or survey, to gauge whether there has been improvement after these 
measures have been implemented. Literature on internal communication, especially Adrian and 
Downs (2004), recommend regular communication surveys within organisations, as this would 
assist the organisation to measure and improve communication. Limitations of the study were 
that the study was not conducted organisation wide, certain departments were chosen to 
participate, as a result, the results cannot be generalised to the whole City, even though the 
results demonstrate the state of communication between management levels in those 
departments. It is recommended that a similar study be done at levels below management. The 
results of the research indicated that there was communication between levels of management 
in the City, however this communication is predominantly a flow of work instructions which 
in many instances was insufficient and employees felt they were unable to do their work due 
to lack of information. Ruck (2015) states that employees are indeed interested in 
communication regarding organisational plans, objectives, achievements, and changes. He also 
argued that being well informed relies on receiving relevant, timely, and honest information. 
Therefore this research concludes that the optimisation of the quality of internal 
communication between levels of management, is very important to establish as a policy with 
clear guidelines. 
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